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GROWING BETTER LEADERS FOR THE FUTURE: A STUDY IN OPTIMIZING SELF-AWARENESS
threats. This is a familiar situation for the Army who has always struggled with change throughout its long and illustrious history.
How can the Army juggle these competing demands and be successful across the entire spectrum of activities? How does the Army manage change? The Army's imperatives establish its change methodology. In summary, "The Army is a dynamic organization that must constantly change to adapt to changing threats to the Nation's security and to the assignment of new missions that promote our country's interests at home and abroad. The Army must be capable of accomplishing the full spectrum of missions ranging from domestic disaster relief and homeland security through peacekeeping and peacemaking to winning major theater wars. This requires the continual modernization and development across the Army's Doctrine, Organization, Training, Materiel, Leadership and education, Personnel, and Facilities (DOTMLPF) domains." 1 Experience proves that if one element of DOTMLPF changes, it causes a ripple of change affecting each of the other areas. The Army's transformation is the current focus of change within the Army, and consequently will impact each DOTMLPF element. Where is the Army headed with transformation?
According to the U. S. Army White Paper outlining the concepts for the Objective Force, "
the Objective Force (henceforth referred to as the Future Force) is our future full spectrum force:
organized, manned, equipped and trained to be more strategically responsive, deployable, In order to set the stage for further discussion I must first examine leadership to determine the foundation for success followed by defining the key elements of leader development.
Following this introduction, I'll briefly discuss the theory and application of psychological testing and 360-degree feedback in today's workplace in order to prove their worth to leaders and their organizations. Finally, I'll make recommendations for implementation of psychological testing and 360-degree feedback within our current system. At its root, then, the primal job of leadership is emotional." 16 Given that self-awareness is the foundation of successful leadership and feedback is a key component of leader development, how then do you create a leader development program that provides feedback to leaders to enhance their self-awareness? There are a number of ways to do that; however, I believe that psychological testing and 360-degree feedback are two simple methods that can significantly improve any leader's self-awareness. These topics are not unique, nor are they new. There are countless references outlining the results of study after study on these subject areas. My task here is not to delve deeply into theory, but to provide a basis of understanding of the theory, followed by potential applications for the Army. Given the complexity of each topic, I'll cover them sequentially beginning with psychological testing, continue with 360-degree feedback, and conclude with recommendations for implementation into the current Army leader development system. Hire Success, a company specializing in these types of psychological evaluations, develops these tests by identifying basic traits, measuring personality traits, from which they develop a baseline for future use. 30 In identifying the basic traits, they are attempting to cull from the body of employees some commonality. They believe "You gain the advantage when your employees are selected and positioned so that their talents, skills and personality traits are properly utilized. Once you begin to think about how each of your effective people play an important role, you'll soon begin to see the common characteristics in people doing certain jobs." 31 Upon completion of the basic trait identification, they move on to measure personality traits. They explain it as follows: "What you're looking for are the personality types and traits that make the best employees so successful in a particular job, as well as which traits are out of balance with the position in less successful employees. Some companies make the mistake of just testing the best people. You need to test all employees and especially contrast the best and the worst so you can identify the differences." 32 Upon determination of the basic traits and the measurement of personality traits, they then develop a baseline. "Each "baseline file"
represents an ideal range for personality types and traits. Once developed, new applicants can be compared against the baseline so you can quickly and easily see just how close they come to having the characteristics and traits that you know play an important role in that position." Pearson Assessments, a company specializing in screening for high risk and public safety positions, they use the Sixteen Personality Factor Fifth Edition test. 35 These are but two examples of the plethora of tests that exist to assist both employers and employees in making the right decisions for the organization and the individual. The bottom line is as long as the test provides an adequate baseline from which to measure, and provides detailed feedback to the individual leader, then it is an effective test. So in the end, the specific test doesn't matter, it is the feedback to the individual that is important. The special operations community is at the forefront when it comes to psychological testing and its benefits. In a study on this subject, the experts determined that, "Psychological testing tuned to the requirements of the force helps find the best person for the special operations environment". 36 Given the above practices by large organizations to include elements of the Army, psychological testing demonstrates great potential for the organization and its leaders when it comes to job placement and leader development.
There is one final note on psychological testing I must address. Before the selection of any test for implementation into the Army's system, the decision makers must conduct an evaluation of quality of the test. "There are three basic elements to look for when judging the quality of a psychological test -reliability, validity, and standardization. Reliability is a measure of a test's consistency; validity is a measure of the test's usefulness; and, standardization is the process of trying out the test on a group of people to see the scores which are typically obtained." 37 This will ensure the Army can effectively create a database from which to provide detailed feedback to leaders and future leaders, a database that will increase in effectiveness over time with continued input and refinement.
However, psychological testing provides only a portion of the information necessary for leader development. Why isn't psychological testing a sufficient tool for leader self-awareness?
I return to LTG (Ret) Ulmer for the answer. "The most accurate judges of the leader -in the leadership role -are the people who are led by him or her." 38 Additionally, he said "Only the led know for certain the leaders moral courage, consideration for others, and commitment to unit above self." 39 He communicates similar thoughts more bluntly by stating that, "Our selection and promotion system will continue to produce the current high rates of failure in leadership positions until we include in the evaluation process the systematic input from subordinates about leader behavior." 40 FM 22-100 provides further direction by stating that, "Leader development doesn't occur in a vacuum. All leaders must be open to feedback on their performance from multiple perspectives -seniors, peers, and subordinates." 41 "Leadership, no matter which definition you use, does not speak of something that happens to, or occurs within, the leader; it speaks of something that happens to, or occurs within, a group of followers. Only followers reliably know how well the leader has led." 42 The bottom line is there are countless studies proving the benefits of a 360-degree feedback system in any leader development program.
The best way to show the effectiveness of 360-degree feedback for leader development is by relating a vignette that proves the point. The situation involves then LTG Frederick Kroesen, and one of his subordinates. GEN (Ret) Kroesen tells the story as follows:
"I recall vividly the experience of one of my subordinate generals in V Corps bringing me his evaluation and dropping it on my desk. I reminded him that this was his evaluation and that he did not have to show it to me. He confirmed that he wanted me to see it.
The report was devastating to him. I recall a question in which 30 subordinates were asked, on a scale of 1-5, if they would emulate their leader's personal and professional conduct. All 30 had responded with 1s, "absolutely not." I asked him what he was going to do about it. He told me that he had called his subordinates and staff together and thanked them for their honesty, and indicated to them that he was going to try to change his behavior. He said that he had come to ask me to give him another survey in six months. The results of the second survey revealed dramatic improvement. The counseling the general got from those under him was far more effective in modifying his behavior than any he could have received from me. Later, his wife confided in me privately that he was also a better husband." 43 GEN (Ret) Kroesen's story is a wonderful example of how 360-degree feedback, if used appropriately, can lead to increased leader self-awareness, and subsequent leader growth and development.
A summary of my efforts thus far is necessary to set the stage for follow-on discussion.
Essentially, the Army, among many other things, is currently undertaking transformation from the Current Force to the Future Force. One necessary component of change within the DOTMLPF framework is leadership development. Leaders of the Future Force must be adaptive and self-aware. Self-awareness is a foundational element of successful leadership.
Psychological testing and 360-degree feedback provide the leader with increased selfawareness, which provides significant potential for growth and development. How then do you implement them into the current system to achieve the desired results?
To do this, I'll return to the concept of leader development, and the Center of Creative
Leadership. The Center's experts concluded that, "The key elements that make any experience more developmental are assessment, challenge, and support." 44 We must further define each of these areas to ensure complete understanding of the developmental process.
"Assessment information points out gaps between a person's current capacities or performance and some desired state or ideal capacity level." 45 Formal assessments are not new to the Army. The Officer's Evaluation Report is probably the most recognizable formal assessment tool. However, there are other ways of receiving formal assessments. "Formal assessments from others include such processes as performance appraisals, customer evaluations, 360-degree feedback, organizational surveys that measure employee satisfaction with managers, and assessments and recommendations from consultants." 46 The point being that the individual leader must receive feedback through an assessment process.
"Challenging experiences force people out of their comfort zone. To effectively cover this critical portion, I will discuss the benefits, based upon the facts above, and then delve into the recommendations for implementation. As described above, psychological testing clearly demonstrates benefits for the individual and the organization.
Benefits to the individual include identifying personality type, which in turn identifies those areas in which the individual will be most comfortable, as well as areas of strength and weakness.
Benefits to the organization include the ability to place individuals into fields within the Army most suited to the individual, and thereby fields where the leader will most likely succeed.
Additional benefits include the construction and maintenance of an ever-expanding database/baseline that will be refined over time in order to continually improve the leader development process.
My proposed implementation of psychological testing occurs in two phases. The first is the pre-commissioning phase, and the second is the career phase. During the precommissioning phase, the future leader will be given a psychological test to determine personality type and areas of interest. This personality typing will be the first opportunity for the future leader to gain insight into their personality and its associated strengths and weaknesses.
With the help of their senior leader, be it a USMA or OCS tactical officer or ROTC instructor, the future leader will have the opportunity to put their personality type into the proper perspective within the context of the Army. "On an individual level, leaders' (personality) type preferences are useful for understanding likely strengths and weaknesses; for developing a personal understanding of their own functioning and their impact on others; and for identifying potential areas for development. Every type of leader can use psychological type for these purposes." 49 During this process, the future leader, with the assistance of the experts described above, can make an informed decision as to what branch of the Army holds the greatest potential for their success. Also, at this point in the future leader's career, they have demonstrated their leadership abilities across a spectrum of activities that include advanced camp, cadet troop leader training, and leadership positions within their pre-commissioning organizations. This is another opportunity for the experts to provide the future leader with feedback on their particular strengths and weaknesses, and thereby facilitating their self-awareness as they enter the next phase of their development.
During the career phase of leader development, I recommend psychological testing be limited to re-evaluation at key times in the officer's career. Based on the facts as described above, by the time we reach adulthood, our personalities are, for the most part, set. The Center for Creative Leadership explains, "We also know that some traits, like IQ and certain personality characteristics, are more or less innate and appear to remain stable over time. Development work with adults cannot -as some people fear and others hope -significantly improve IQ or provide a personality transplant." 50 However, as leaders prepare to tackle significant career challenges, I believe a re-assessment is necessary to optimize self-awareness. Given that position, I recommend follow-up psychological testing at critical junctures in an officer's career. Obviously leaders in a counseling role will need to receive some level of training to assist the individual in making appropriate choices within the continuing leader development program.
Again, I believe this can occur within the realm of the Army Knowledge On-Line construct.
The psychological testing results during the pre-commissioning phase and career phase are key self-awareness tools that can significantly contribute to optimal leader development. I further recommend that these results be compiled into a leadership development record, much like the current medical and dental records, that will follow the leader throughout his or her career. In doing so, the leader's supervisor will see the "big picture", placing them in a position to guide the individual through that particular phase of their leader development. This, I believe, is the essential first step in creating leaders for the Future Force.
There are some obvious objections to using psychological testing within the Army. Are we selecting leaders based on their personality when they're college students or junior officers?
Are we going to use these tests to force officers into branches in which they don't care to serve?
By using this approach, are we ensuring all leaders are the same? The answers to the above questions is no. I envision the psychological testing during the pre-commissioning phase to act as a guide for the budding leader; to provide him or her with a self-awareness tool that allows them, with counseling assistance, to make an informed decision. In the end, the decision is the future leaders to make. Additionally, the psychological testing baseline is large enough to accommodate all personality types. This form of testing will not preclude anyone from advancing as a leader. Again, it is a tool for heightened self-awareness and nothing else.
Finally, if the Army does institute psychological testing into its leader development program, leader success will continue to be largely based on performance and not the results of a test.
The next step involves 360-degree assessment. FM 22-100 emphasizes the need for 360-degree feedback in a number of places. Some I've quoted above. In making an initial leader assessment as you transition from one job to the next, the manual asks the reader, 53 So as with psychological testing, 360-degree feedback is a proven method of providing important feedback during the leader development process, and a significant benefit to the leader and his or her organization. As also noted, the Army's current leadership doctrine, FM 22-100, supports the use of 360-degree feedback.
Implementing 360-degree feedback is a difficult prospect to say the least. Opponents of this initiative will argue that leaders will then be involved in a "popularity contest" with their subordinates in order to receive good "grades". Though extreme, there is some merit to the position. My recommendation is to use it as a leader development tool, and not include it in the efficiency report construct. I believe the story told above by GEN(R) Kroesen is the best way to implement 360-degree feedback into our system. Under this program, each leader receives 360-degree feedback during each duty assignment. I believe feedback received as a commander or staff officer is equally valuable in identifying leader strengths and weaknesses, and by doing it this way, the leader receives continual feedback throughout his or her career which optimizes self-awareness, and; therefore, greater potential for leader development.
The next step is determining a standardized feedback mechanism for each leadership level that takes into account type of unit, duty location, mission, etc. As with psychological testing, there are numerous tests in existence. Something as simple as a command climate survey resident at almost every post in the Army, or the ethical climate assessment survey outlined in Appendix D of FM 22-100, can be used for this purpose. The tool is not as important as the feedback it provides.
I believe the feedback should go to two people, and only two people. The first person to receive the feedback should obviously be the leader. The second person to receive the feedback is the leader's supervisor. As described above, this is the tricky part as we're nearing the line of subordinates possessing the capability to directly influence a leader's career. There are a couple of ways to regulate the use of this information. The first is introducing this technique as a leader developmental tool. As described above, many 360-degree feedback tools already exist and have so for years. Initially, the Army could use the train-the-trainer model within its field force, while incorporating it into its school systems. This method will train all leaders and supervisors in the proper use of this feedback. Given that all leaders have supervisors, I don't envision significant difficulties. Additionally, I would limit use of the 360-degree feedback by incorporating the rules into Army regulation forbidding the inclusion of 360-degree feedback comments in the officer efficiency report. However, this will not, and should not, preclude raters from considering the results of the 360-degree feedback when completing performance evaluations. That is exactly the intent of the program -raters and rated officers armed with an additional tool, one of many in the tool kit, to enhance self-awareness and leader development. I surmise that those who would prefer the feedback not be included in their performance evaluations are exactly those leaders who need the type of feedback the 360-degree model provides. In the end, I believe this approach (train-the-trainer/school system education process and regulatory restrictions) will easily inculcate 360-degree feedback into our leader development process.
The continued success of our current Army leaders at all levels and in all locations would lead some to ask the question, "Why fix something that isn't broken?" For the answer I return to the DOTMLPF model. As I discussed above, the Army continues to progress in its transformation from the Current to the Future Force, and with it, all elements within the DOTMLPF construct must transform in order to ensure success. The views, as described above, are my recommendations for leadership development transformation. I strongly believe that in order for leaders to meet the challenges of the future we need to continue to improve our leader development system beginning immediately. I've proposed two relatively easily administered and inexpensive methods to optimize our current leader development program.
To quote the Army Posture Statement for 2003, "Leader development is the lifeblood of the profession. It is the deliberate, progressive, and continuous process that trains and grows Soldiers and civilians into competent, confident, self-aware, and decisive leaders prepared for the challenges of the 21st Century in combined arms, joint, multinational, and interagency operations." 54 I strongly believe our current leader development system can provide leaders for the Future Force; however, I just as strongly believe we can improve the system to make leaders more self-aware and thereby more effective. Psychological testing and 360-degree feedback are proven vehicles in this regard. By implementing these methods into our system, we will grow leaders who will win the many literal and figurative wars this nation faces in the future.
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